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SERVICEE GF COMMON CONCERN

INTRODUCTION

\

B
Since this subject involves one of the five ’stamﬁry

rtopo#libilitiss of the UCL, it is possibly of sufficient
importance to be discussed here for that reason alone, It
is, however, a subject more suggestive of the round table
and the spec:ialist than of the lecture platform and the
inclusive audience, It will, I trust, be of some interest
to each of you, particularly in that it can only be meaning -

fully discussed in terms of ... L -relatbesty intercsting

&

§
W b e
matters as personalities, organizations, andh&o&j N

First, some history:
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1, Fearl Harbor shocked the government into the realization

et ﬁ Lt o
/ ry woy
that something was wrong with its erganization-dor intelligence

it
such a catastrophe could be inflicted with such surprise. Rememberin:
Pear]l Harbor, and other wartime experiences, {including those of the
Office of Strategic Services) the architects of the National Security Act
of 1947 theoretically conld have cured the government's deficient
organization for intelligence by a single intelligence agency to serve
all the needs of the goverament,
,( V4 f
2., This was not done, however, primarily because it was £i %‘fgggiﬁ{
__racognizved-thatas o fusctionat-mevessity “epecialized intelligence units
should be retained in close conjunction with military and political
planning and operations, Given, then, the ascessasy continued existence
of a number of separate intelligence organizations, the primary require-
ment was to provide a leadership which could relate and integrate
those organizations, be uniquely responsible to a single higher authority,
and establish a framework within which there could gradually evolve a
rationalization ef intelligence activities 50 as to achieve greater
efficiency and better intelligence support for national security needs
and purposes, That leadership was provided for in Title I of the Act

which, significantly, is termed “Coordination for National Security.”’
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The leadership provided by the law is best understood in terms of the

resulting responsibilities of the DCI and the departmental intelligence

chiefs.

3. As has already been pointed out in this conference, there are

five major ~satutery responsibilities of CIA and the Director of Central

Intelligence: (1) to advise the NSC om intelligence activitias; (2) to make

{3) to produce national

recommendations for their coordination;
!
intelligence; {4) "to perform, for the benefit of the existing intelligence

agencies, such additionsl services of common concern as the National
Security Council determines can be more efficiently accomplished

centrally,” and {5} to perform other functions as directed,

4, 'The fourth responsibility {which is the only one I have quoted

e
o f‘" \\\
\

in full) speaks of perforiming "such % ditional g}arvicm of comman

The word additional is not found in earlier statements

¢concern,
The uge of the

of the functions of the Director of Tentral Intelligence.

word "additional implies that the duties enumerated earlier are also

services of common concern, or at the very least that the duty stated

P

immediately prior is also a service of common concern. Om inspectis:

we find that this is the duty to correlate and evaluate intelligence relating

Z <

to the national security, i.e., production of national intelligence, The
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the Office of National Estimates and its Board of National Edtimates.
While this function has to date not been generally recognized §s 2 service
of common coneern, it is quite clear from the Statute that it should be

e,

80 recognized, for in fact it is such a service, Itis instructive to note
e
that, ever since the reorganisation of CIA under General Senith, the
production of national istelligence estirnates has been conducted in a
manner in keeping with the common concern concept. For example, the
procedures whick have been developed for the production of an estimate,
through the final stage of IAC consideration and approval or dissent, pay
due regard to one of the main concerns of (-2 early in the evolution of
the common concern concept, namely: that such services should be
conducted with due regard to maintaining suitable conditions of responsisility
to the other departments. The struggle to define such procedures and
to get CIA to recognize such conditions of responsibility occupied the
energies of the intelligence agencies {and ultimately of the Duliss
Comumittee) during the twoysaxrs prior to General Smith's administration.

5. The second duty {namely, to recommend to the NSC for the

is

coordination of intelligence activities){ I believe, also 2 service of common

concern, The DCI has the responsibility to take the initiative in examining
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with the other agencies {and for the benefit of the community) the relation-
ships of the system and in so doing to develop recommendations to the
NSC with the concurrence of the Intelligence Advisory Committes, or 1o
secure agreement of the agencies concerned where the problems can be
disposed of on their oﬁ authority, Since its earlier days, the Agency
has maintained, under various titles, a Staff to assist the Directer in
discharging this function, Today itis known as the Office of Intelligence
Coordination., That Office or Staff can only do its job if it holds itself
open and readily available to deal with problems irom the other azencizs
as well as from offices of CIA, Practically all of the NSC intellizence
directives have been evolved with the advice and assistance of the
Director's staff for coordination, whatever its title at the time, and that
Staff has been responsible for taking the lead in%goﬁaﬁam among
the departments and agencies leading to coordination of activitiaa;

6. The first statutory duty (to advise the NSC in matter concerning
intelligence activities of the government) is indistinguishable in practice

E
|

{ from the second duty, and in carrying it out, the DC1 is enjoined by the
i

!

first NSCID to indicate the concurrence or non-concurrence of the IAC
‘;

5
7

when giving 2dvice and submitting recommendations.

NI

A

)QXM 4:!§/1 /L'f:\%i (/“"% (A 1_,{52/}“ 5‘}'} {j% /%,j jw’“
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7, Under the foreg interpretation, the purpose oi the .ict,
then, is to establish as Law cdrtain clearly required services of

common concern, namely, the S}irnt three enumerated duties, and

then to set forth a provision whereby, on the basis of experience, it
is possible to improve the system by creating additional services of
common concern as needed, (Those who wish to find in this phrase
"services of common cencern” é@ﬂeﬁei which frequeatly infuse a
legal term will be disappointed, siace it is not a phrase of art, having
no tradition in ecommon or statutory law prior to the Act of 1947,)
In fact, the subtleties of the Phrase arise less from the legal aspects
than in the administrative sense, that is, its meaning in terms of the
developing functienal responasibilities of the departments and of the CIA.
I The discussioas of 1944 and alier ward were clearly pointed toward
finding some device which would meet the practical problems then facin
the intelligence ageacies, In 1546, in implementing President Truman's
directive, the National Intelligence Authority issued its directive
establishing as an "initial principal effice of the Central Intelligence
Group” a "Central Intelligence Serviees" unit which was to include such
operating agencies as might thereafter be establigshed by the Authority,
And, later in the year, the NIA directed that the DCI should undertake
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research and analysis in order to define what functions were not
being presently or adequately performed, on the basis of which the
DCI might centralize such intelligence production activities as were
agreed should be best done centrally,

8, That these responsibilities in the Act are closely interzelated

. ;;jiu morse apparent froi: a study of the NSCIDg, These directives, of

j
|

which there are now 16, supplement and implement the Act, In the

| first of these intelligence directives of the NSC, the DCI is directed

to make such surveys and inspections of departmental intelligence
materials as he may deem necessary in connection with his first duty

{to advise the NSC) as well as his second one {to make recommendations
for coordination), The implication is that this shall be done coo}nraﬁv aly
with the other agencies., To induce, and as an aid to, such cooperation
the NSC created a mechanism, the Intelligence Advisory Committee, The
NSC added the injunction that the purpese of such coordination should be
primarily to stremgthen the over-all governmental intelligence structurc

and that primary departmental requirements should be recognized and

A receive "the cooperation and support’ of the Central Intelligence Agency.

9. These comments are basic to an understanding of the
attitade which it was expected the DCI should take as he approached

his fourth responsibility--providing services of common concern to the
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community, In a sense, these N3C injunctions are limitations or
restrictions on the possibility that a DCI might approach the problem

by rationalising that all governmental intelligence activities shoald coms
to be done centrally in order to accomplish them more efficiently.

10, Behind every one of our existing services of common concern
and those which seem to be emerging, it is clear that their establishment
has not been a matter of the unilateral judgment of the DCI but in the
{first instance, has been a matter for agreement reached among thoae
affected, It might be helpful as an aid to focussing on our analysis
of the services of common concern to state in advance some generaliza-
tions or conclusions which such analysis may suggest. These are:

a. That the major efforts of the DCI's recommendations

for the coerdination of activities have resulted in the establish-

ment of services of cmmn%cncern {(which now constitute the

vast bulk of his total administrative responsibilities).
b. That the DCI should so conduct and manage other
responsibilities as to permit their possible evolution intc

services of common concern,

¢. That with the assignment to perform services of

commaon concern there is usually a companion responsibility

SECRET, .
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to coordinate activities within defined areas, (this responsi-
bility being distinct frem the responsibility to recommend to
the NSC with respect to coordiaation),

d. That these activities which have been specifically
assigned by the N5C as services of common concern have to
date included both intelligence information collection and
support activities on the one band and intelligence production
on the other,

e. That assignments to the Agency to perforin services

of common concern have come about because:

1} The gservices were marginal, but net dispensa-
ble, to the intelligence needs of individual departments
and yet were recognized to be of value to the comprehensive
intelligence sysiem,

2} PBeing marginal to individual departments, such
services were adversely affected by departmental
budget limitations,

3) Duplication of effort or danger of security breech
were ingvitable results of not performing the service

centrally.
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f. Those aervices of common concern which affect
primary deparimental responsibilities the least have been the
easiest for CIA to administer, insofar as relations with the

other departinents are concerned.
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11. A brief examination of the way in which each of the

services of common concers in turn evolved will partially illustrate
-

}' the foregoing generalizations. Thus it will be noted that the
R

-

STATSPEC
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13, Whereas at the beginning there were doubts among certain

of the agencies that the CIGC had the competence to administer this

service well, today it is highly regarded for the efficient way in which
STATSPEC

14. In contrast to the non-competitive environment in which

N3CID-6 was evelved, the developmont of the exploitation of domestic
sources of foreign intelligence information as a service of conmon
concern was & protracted and often acrimonious negotiation. llere the
desirability for centralization lay in the dangers to the security and

prestige of the government through multiple agency contacts with the

SECRET
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same US citisens or business firrns having foreign positive intelligence

wl3e

information. There was also the possibility that reports secured by

several competing goversment agencies would be inadequately disseminated

and that there would be duplication of effort and waste of funds. These
25X1C

15. After an initial year-and-half period of coordination of the

various agency collection efforts and the establishment of a commoz

source register, CIA was able to demonstrate that not only could this

service be administersd more efficiently centrally, but also that it

could satisfy the consumer needs adequately. It was also possible to

show the FBI that, through close collaboration, the risk of violation of

their sources could be reduced to a minimum,

16, NSCID-7, creating this service of common concern, is quite

detailed, reflecting the hesitaney of the agencies in establishing the

SECRET.
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service. It sets forth in detail the conditions of responsibility to the
agencies served. It ia also flaxdble in that, while placing the exclusive

responsibility on CIA for domestic exploitation, it provides for CIA ¢

arrange direct contact between othez agency representatives and

17. Whereas the previsus services of common concern
mentioned have been preclusive, a variation occurs in the imstance
of performing the service of maintaining biographical data on foreign
scientific and technological persomalities, in NSCID-8., The preambls
makes reference to the commen concern paragraph of the Act for its
amzity, but specifies that the Agency shall have the “primary" (anc
therefore not preclusive) responsibility for the maintenance of such data,
The directive goes on to say that the departmental agencies shall continue

to collect, analyze and abstract such data for their own needs. CIA oa

SECRET.
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the other hagd, is directed to codify and index such data received from

all sources, properly file them, and make them readily available to

the "participating" departments and agencies. Here there is 2 recognition
of the possibility that the intelligence aystem could be strengthened by

s degree of centralisation, but would possibly be harmed by complete
contralisation.

18. The eifect of this directive has been to provide greater
budgetary support for this function within the Agency than previously.
And as the function has produced systematically such compilations
as theSoviet Men of Sclence and ensured its current maintenance, other
agencies have tended to depend more and more on this service, thercby
reducing theiy own resources devoted to this subject., It would protably
not now be necessary, bat might well one day be appropriate, to rerove
the word "primary. "

19. In comnection with this case-by-case description of services
of comumon concern, little can be said, in this presentation, regarding
NSCID-S, which provides for the clandestine service of the Agency, Two
things, however, can and might well be said: first that this directive is
less preclusive thar the first two, as it recogniszes the needs of Theaire
Commanders for their ows clandestine services for operational purposes.

Ewvolving the agreements which will ensure the coordination of all
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clandestine services in these circumstances has been 2 knotty and as
yot unresolved problem. Second, the "suitable conditions" of responsi.
bility to the departmente and agencies served have been in large par:
provided through the cstablishment of an IAC subcommittes, whereby
the needs of the agencies served are clarified and related both in terms
of relative importance and also with some deference to the capabilities
of the cellection service.

20. Reference should be made at this point to the fact that the
two directives relating to defectors,( N 3CID' 13 and 14,) at firat
appears alao to create services of common concern, because of the
reforsnces in their preambles and the nature of the instractions im them,
In terms of our subject, howevesr, it is belleved that theae directives
would be more appropriately considerdd as extensions or amplifications
of the commesn concern rﬁpen;iﬁilfﬁt: of the contact division and the
clandestine services as emunciated in their respective national security
council intelligence directives, a_sc‘m*s 7 and 5, previously mentioned.
The defector directives introduce no mew responsibilities but only define
in greater defail relations among the agmia# of involving defectors.

21. Under the system created by the Law, and as amplified in

NSGID-3, ecomomic intelligence is produced by each agency according te

Approved For Release 2001/07/25?&5% 1500750A000700020006-5
Geeurity Inform



’ - w]Tm
Approved For Releasg,2001/07/24 : CI%EWOO750AOOO7(BOZOOOG 5

Security Information

its need. This is likewise true of scientific and technical intelligerce,
which will be discussed in a aoment. Decause of the disparate
character of the goveramental efforts in economic intelligence, the
National Security Council twe Y82rs ago requested that a survey be
made of these resources requesting recommendations with regard
thereto. ’The resulting WSCID-15 directs the Agency to produce, as a
service of common concern such foreign economic intelligence as is
required to supploment that of other agencies or to fulfill requests o:
the IAC. In addition, CIA is to review requirernents for such ecomeruic
intelligence as relates to the national security, develop regular pro-
cedures to see that the full economic Qowituc and technical talent in
the government is brought to bear on important issues involving national
sacurity, and identify gaps in foreign economic data,

22. The hard core thkifﬂ;tﬁnu of CIA thus are seen to be
services of common concern, whether organised to meet those services
defined in the Act or those defined by the N5C subsequently in parsuance
of paragraph four, which authorizes the establishment of services of
m concers when it is cloar they can be more efficiently accomplished
centrally.

23, One can ask, hewever, what about other functions now performed

by CIA, specifically, the reference function for intelligance materials, the
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exploitation ¢i foreign language documents, acientific intelligence,
and curvent intelligence.

24. As feor foreign documents, under NSCID-16, which dees not
make referesce in its preamble to the service of common concern
paragraph of the Act, and effort has been made to strengthen the
referencing function and the exploitation of foreign language publications
by placing on the Director a primary (bat not exclasive) respensibility
w conduct these activities for the benefit of all, Tt is doubtful that these
funetions can ever become a service of common concern, even thovgh
they approach it, since to 3 cextain degree they must be carried ou: in
close conjunetion with the intelligence process of the other agmngie:.
Through the requirement that the DCI shall coordinate in these fields,
however, thers can result groater sfficiency and a strengthening of
these activities.

25, Under NSCID-3, each agency is permitted to produce
scientific and technelagieal intelligence in accordance with its need:.
The DCI's affort to strengthen scientific intelligence as a resuit of the
Dulles Report of 1950 resulted in the establishment of CIA's acientilic
intelligence office. An attempt has baen made to solve the difficulties
between the military agenciss and CiA by separating scientifica and

technical intelligence, in DCID 3/4. This decument places primary

SECRET

Approved For Release 200§II07.{34H;°QAA§&DP61SOO750A000700020006-5

ecuri



R

Approved For Relea%ZOOﬂém'ggFA;RDPmSOO750A000700020006-5 19w
‘ Baelinty Informatiot ~

responsibility for certain categories of scientific intelligence on CI4 and
primary responsibilities for tachnical intelligence on the military
intelligence services, with an injunction to cooperate in the marginal or
twilight some between them. It would appear not to be feasible to establish
scientific intslligence a3 a service of common concern becaase of the
impessibility of its complete separation form: technical intelligence. It
might be bandled under a provision somewhat along the lines of NSCID-15,
25, Current Intelligence is porfatmo& by the Agency to assist
the Directer in discharging his responsibility to the President under
the second daty, namely, to correlate and evaluate. However, under
NSCIDe3, each Agency is permitted to have current intelligence to :neet
' } ita own needa. To centralise this function is probably impractical and
unwise, It may be, however, that in time current intelligence in the
federal intelligence system will be m:nageable in ways not mhke those

applied with respect to national intelligence entinmtes.

il

26, M‘Ch outset, I theorized that the drafiers of the National
Security Act could have selved the government”s intelligence problem
by creating » single intelligence agency to meet all the needs of the
goveryment. That they did not is clear from the Act, and why they did

nat is, I trust, evident frors what I have been saying.

SECRET

Approved For Release zoosrfb";‘m:l“?."&ii{’-ﬁops1soo750Aooo7ooozoooe-5



Approved For Release 2001/07/24 : CI 00750A000700020006-5 -
‘ 00 20
& <

Serurity Informatinn

27. They did, hewsver, creaie a new agency, and they gave it
the deceptive name "CENTRAL Intelligence Agency.” 1 say this ie
a deceptive name, for this Agentyils central only in that it is the
center of an interrelated system of interdependent intelligence agencies.
It is alse “central” in one other sense, namely: insofar as it performs
sarvices of common concern, about whick I trust we now know a2 little
bit more. A wider undsratasding of this limited character of this
Agency's "centralnes:” could do much to limitour own disappointment

that we do not de more and our friends concern that we do too much.
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